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EXECUTIVE SUMMARY

This guidebook is designed to be a hands-on, planner-friendly document that answers hard
questions about intermodal management system planning in practice.

The guidebook is written from the perspective of the Commonwealth of Massachusetts'
development of its sfatewide intermodal management system work plan, which includes
coordination with all the state's MPOs. The guidebook has been written in the spring and
summer of 1994, before the actual submission of the Massachusetts IMS work plan.

Intermodalism, like beauty, is in the eye of the beholder. The word intermodal means very
different things to different people. Intermodal like a point in mathematics, may best
remain undefined so other things can be defined using it as a basis. Some definitions are
offered for discussion in this guidebook (Section 1.2), but Massachusetts has not etched
definitions in stone; rather it has kept the IMS process definitionally flexible, because
intermodalism itself is a moving target on our scope of the future.

The following subjects of interest to IMS planners are discussed in this guidebook:
e ISTEA in perspective and important points in the December 1, 1993,
Interim Final Rule (Section 1.3)
e Work plan structure and content (Sections 2.2)
e IMS technical team and coordinating committee organization and composition
(Sections 2.3-2.4)
e Explanatory materials to provide the IMS technical team
and coordinating committee (Table 2.5)
e Organization and implementation of a Freight Advisory Council
to foster involvement of the private sector companies
and organizations (Section 2.7)
e Emphasis on "issue-based data” to structure IMS data needs and narrow the data
search (Section 3.1)

One of the key elements of this guidebook is an emphasis on data sources and databases--
particularly freight intermodal ones--that are useful for "calibrating" the performance
measures which an IMS team establishes. Data for intermodal purposes are basically of
three types:

You have it:
Available freight traffic, flow and facility data online or in hard copy within
agencies
Recyclable data--data collected for other purposes which can be used for the IMS

You don't have it, but you can get it:
Available data acquired from outside (consultants, suppliers, etc.)

it



You don't have it yet--and may never:

e Newly collected data--trucking company surveys, automatic traffic recorder (ATR)
placement plans, consultants brought in to develop new flow or facility characteristics
data

e "Druthers data"--data that you'd like to have if you had your "druthers," but that might
realistically be unavailable (too much money, personpower, time, and so on)

An "Intermodal Database Description Form" is provided (Table 3.1) to indicate the types
of information to be collected on each database that is available or becomes available.

Where do I get data? That is a common question among statewide and MPO planners
who are used to passenger-oriented planning and to whom "intermodal management
system" is a new phrase. The arena of freight transportation databases is unknown
territory to many. This guidebook gives the details--the organizations, groups, directory
publishers, and other sources planners can use (Section 3.3).

What models and procedures are available for analyses based upon intermodal data? This
guidebook highlights freight forecasting and urban goods movement methods and models
in the literature (Section 3.9). The annotated bibliography cites sources for classic freight
forecasting models as well as for less sophisticated back-of-the-envelope techniques.

A list of intermodal facilities in Massachusetts is included to show other states using this
guidebook the types of facilities which can be considered a part of the statewide
intermodal transportation system. Maps of the Massachusetts intermodal freight corridors
and interregional intermodal passenger corridors are included (Section 4.1). Information
on the trucking industry and trucking activity nodes is covered in great detail, since
drayage carriers as well as long-haul carriers often represent a vital connection among the
modes (Section 3.5 and Table 4.5).

We are now in the beginning stages of an increasingly intermodal, some say multimodal,
era. Intermodal management systems were meant by the ISTEA legislation which
established them in 1991 to be long-term helpmates in the statewide planning and
metropolitan planning processes.  An IMS is a vital decision support system for policy
makers and senior management. Based upon the evaluations and analyses developed from
a strong yet flexible intermodal management system, those policy- and decisionmakers
have the input for prioritizing projects in Transportation Improvement Programs (TIP)
and Transportation Plans, evaluating strategic alternatives, and planning systematically yet
flexibly for the twenty-first century's many intermodal challenges.
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1. INTRODUCTION: STATES AND MPOs
ARE ASKING QUESTIONS THAT NEED ANSWERS

This guidebook is designed to be a hands-on, planner-friendly document that answers

the hard nonconceptual questions that other planning descriptions don't answer. This is
meant to be a guidebook with a local, regional, and small-state perspective on issues and
challenges, with a strong focus on access to issue-based freight intermodal data.

Some of the questions answered in this guidebook:

What is intermodal freight planning and why do I need to include it in my primarily
passenger-oriented metropolitan and statewide planning processes?

What is an intermodal management system in practice at the state and MPO levels?

Yes, I've read the Federal Register notices and the FHWA and FTA general guidelines,
but what do 7 do here in [reader, insert your state or MPO--e.g., Mississippi]?

How do I use the intermodal management system? How does it interrelate with my
statewide and MPO transportation plans and transportation improvement programs
(TIPs)? How do I prioritize TIP projects with the IMS?

How do I develop the work plan I'm required to submit by October 1, 1994? (Once
developed, the work plan will show tasks to be done after 10/1/94.)

How do I organize my IMS Technical Team?
What state agencies and MPOs do I include on the team?

How do I coordinate with the other five management system teams and the traffic
monitoring system for highways team?

What are the challenges at the inferfaces between and among management systems and
teams--what is the potential overlap and how do I resolve that? For example, do I
include passenger intermodal in the CMS rather than the IMS, and what happens if I
do?

How do I organize and implement private sector involvement (Freight Advisory
Council)?

Where do I get data for my regional and statewide models--freight intermodal flow
data, facility characteristics data, and performance measures data?

What state and MPO agencies have or may have data and what kinds of data are we
talking about? What is intermodal data, anyway?



What is issue-based data and how do I use that concept to direct my data search and
prioritize my data options?

What organizations, groups, directory publishers, and other sources can I use?

We don't want to reinvent the wheel. Who has done this before and what have they
done--what are other states and MPOs doing in the intermodal management system
arena?

What quantitative models do I use to analyze these data? What is there in the
transportation literature available to help me home in on the models that might be
appropriate for my purposes in the four-step modeling process and/or for statewide
planning?

What nonquantitative modeling structures and procedures are there--simple, back-of
the-envelope techniques to analyze intermodal data for urban and regional planning
purposes?



1.1 Defining Intermodalism

The word "intermodal" means very different things to different people. To propose a
universal definition may not be useful.

Like a point in mathematics, some things need to remain undefined so other things can
be defined. Although the Intermodal Surface Transportation Efficiency Act (ISTEA) was
passed in 1991, the National Commission on Intermodal Transportation (NCIT) is only
now in May and June of 1994 holding hearings to "gather the public's views of what
intermodalism should be" (Journal of Commerce, April 6, 1994).

Since ISTEA was passed, intermodalism has been in the forefront of transportation
issues. When Secretary of Transportation Federico Pena dedicated the National Highway
System (NHS), a component part of the proposed new National Transportation System
(NTS), he did it not at a major highway interchange but at Union Station in Washington,
D.C., a major intermodal-hub on the rail network. The Alameda Corridor project in
southern California has been continuously in the news. And the increase in rail/truck
intermodal partnerships dominated the transportation news in 1993.

Strictly defined using the Latin roots of the word (inter = between; modus = way),
intermodal suggests transportation between different ways of transporting a good or a
person. If a person or commodity moves by more than one mode, it has moved
intermodally.

Table 1.1 contains possible definitions. related to the concept of intermodal transportation
that the reader might like to discuss with his/her own colleagues.



Table 1.1
Basic Definitions
for Use in Planning
an Intermodal Management System
(Discussed with members of, but never approved by the full Massachusetts IMS team)

MODE: A way of transporting freight and/or passengers. Commonly accepted identifiers for the
freight modes include: Highway-Truck, Rail, Pipeline, Air, and Water (Inland or Oceanborne).
For IMS purposes, the interregional passenger modes include: Highway-Bus, Rail, Air, and
Water (e.g., Ferry or Cruise Ship).

INTERMODAL: Pertaining to the transfer and flow of people and/or goods from one mode to
another or among several modes.

MAJOR LINEAR TRANSPORTATION FACILITY (MLTF): Linear fixed surface
transportation facility or air/water travel lane on or in which transportation operating equipment
moves from place to place; categorization as "major" is based upon access control, revenue
threshold of operating companies, magnitude of traffic, or other such attributes. Masschusetts
cxamples:  NETI*-defined freight railroad "regional main line" (Conrail, Boston & Maine),
Amtrak line, limited-access highway (NHS and other Principal Arterials), oceangoing vessel or
cruise ship trade lane used by more than [insert regionally appropriate number] ships per year,
navigable river (Connecticut, Merrimac), air passenger corridor used by more than [appropriate
number] scheduled flights per year. (*New England Transportation Initiative)

MAJOR INTERMODAL CORRIDOR (MIC): An elongated area [in Massachusetts] within
which there are two or more different, usually parallel, major linear transportation facilities
representing two or more modes; major linear transportation facilities within the same corridor
should be within [e.g., 10] miles of each other for the majority of the length of the corridor.
Massachusetts MICs connect to major intermodal corridors in New York and the other New
England states.

FEEDER OR DISTRIBUTIVE CORRIDORS (FC, DC or FC/DC).  An elongated area [in
Massachusetts], connected to and often nearly perpendicular to a major intermodal corridor but
extending beyond its borders, within which there are one or more linear transportation facilities
serving the functions of feeding goods and/or passengers from their origins to a major intermodal
corridor or corridors and/or distributing them from a major intermodal corridor or corridors to final
destinations. A major feeder corridor or distributive corridor would have one or more major linear
transportation facilities as defined above. Major or minor feeder/distributive corridors are not
necessarily intermodal; even a major feeder/distributive corridor such as 1-495 may not have other
modal alternatives closely paralleling it, partly because it is circumferential. Thus an FC/DC can
be the same as its defining MLTF.

MAJOR INTERMODAL FACILITY (MIF): "Polygonal" facility, usually but not necessarily
within a major intermodal corridor, at which more than [appropriate number] transfers from one
mode to another occur per year. Examples: large rail/truck facilities (Conrail's Beacon Park
facility), Port of Boston's Conley and Moran Terminals, intercity bus company stations, fuel tank
farms at pipeline termini, and trucking company headquarters or terminals for ICC Class I or II
for-hire motor carriers of property (above $3 million in revenue).



1.2 ISTEA Recognizes the Importance of Intermodalism
and Mandates Intermodal Management Systems

To better plan for an intermodal world, ISTEA mandated the development of six
management systems and one monitoring system. One of the six management systems is
the intermodal management system. IMS compliance schedule dates are in Table 1.2.

1.2.1 December 1, 1993, Interim Final Rule

The most recent official instructions relating to management systems were published in
"Management and Monitoring Systems: Interim Final Rule" (IFR) (Federal Register,
December 1, 1993, pp. 63442-63485). In that IFR, one of the primary reasons for setting
up an IMS is highlighted (p. 63449): "Section 500.105(g) (500.105(c) in the NPRM)
requires that the results of the management systems be considered in developing
metropolitan and statewide transportation plans and improvement programs and in making
project selection decisions:" Indeed one of the outputs of an IMS would be quantitative
results of analyses that could be used to prioritize projects and programs.

The IFR highlights another objective of the IMS: "Section 500.105(j) (500.107(e) in
the NPRM) requires that each management system include appropriate means to evaluate
the effectiveness of implemented actions and that the effectiveness of all of the systems
combined be periodically evaluated, preferably as part of the planning processes."

The IFR summarized what had to be done by those planning a state IMS:
"[The] processes and procedures that must be included in a State IMS...consist of [1]
identification of intermodal facilities and performance measures, [2] data collection and
system monitoring, [3] performance evaluation, and [4] identification of strategies and
actions. Also the expected results of an IMS are described" (p. 63469).

The IFR found "advanced technologies" and "innovative marketing techniques" worthy
of special mention and inclusion in IMS planning: "[It is required that] the intermodal
management system...include methods for increasing the use of advanced technologies,
and methods to encourage the use of innovative marketing techniques, such as just-
in-time deliveries" (p. 63469).

The IFR identified four "C" words that are at the core of IMS planning: "500.705...(b)
The IMS shall address intermodal transportation needs by a process that considers the
following issues: (1) Connections. The convenient, rapid, efficient, and safe transfers of
people and goods among modes that characterize comprehensive and economic
transportation service; (2) Choices. Opportunities afforded by modal systems that allow
transportation users to select their preferred means of conveyance; (3) Coordination and
cooperation. Collaborative efforts of planners, users, and transportation providers to
resolve travel demands by investing in dependable, high-quality transportation service
either by a single mode or by two or more modes in combination" (p. 63483).



Due Date

9/30/04

10/1/94

1/1/95

1/1/95

10/1/95

10/1/96

Table 1.2
Compliance Schedule Dates
for the
Intermodal Management system

Subpart Element

500.107 (b) Governor must notify FHWA Division Administrator of
the certifying official(s)

500.709 (a) IMS work plan with activities, responsibilities, and
schedules developed; inventories and data collection
initiated

500.107 (c) Certification statement (work plan must be attached) due
to FHWA by January 1 of each year, beginning 1/1/95

500.109 (a) USDOT may withhold funds for any FY after 9/30/95

from states failing to submit annual certification

500.709 (b) Performance measures and standards established;
system design completed or underway; data collection

underway
500.709 (c) IMS fully operational and in use when developing MPO
and state TIPs



2. ANSWERS TO STATE AND MPO QUESTIONS
ABOUT IMS ORGANIZATIONAL ISSUES

2.1. What's an IMS in practice?

"500.705...(b) The IMS shall address intermodal transportation needs by a process that
considers the following issues: . .. connections, ... choices, . .. coordination and
cooperation."

An IMS in practice is a structured process for information and data collection, analysis
and synthesis and evaluation of alternative strategies to provide transportation
professionals with the foundation for making strategic and policy decisions. Much of the
data is in the private sector. Planners, and transportation companies will have to work
together to develop appropriate databases ("cooperation"). Many transportation and
other agencies within the states and MPOs must work closely together as a team to
develop the IMS process and structure.

The six management systems and the traffic monitoring system for highways must work
together ("coordination"). (Figure 2.1 shows the relationship between the IMS and the
traffic monitoring system.) In the end they should be viewed as one management system
with interdependent components. Ultimately the intermodal management system will
provide alternatives, "choices," options, flexibility, and increased
efficiency/mobility/accessibility within the total transportation system--not just at isolated
"connections" or transfer points in the intermodal system today, but throughout the
intermodal corridors in our constantly changing transportation environment.
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2.2 Developing the IMS Work Plan

What is the work plan that the IMS team must complete by October 1, 1994? The
Interim Final Rule (p. 63450) notes that "the work plan will be used as the measure of
compliance.” It is defined (p. 63448) "to mean 'a written description of major activities
necessary to develop, establish, and implement a management or monitoring system,
including identification of responsibilities and target dates for completion of the major
activities."

Figure 2.2 shows the work plan development tasks used in Massachusetts. Note that
these are tasks to be completed to develop the work plan, not tasks to do that are spelled
out in the work plan. The organization of teams and committees which used the chart to
develop the management system work plans is outlined on the following pages. Figure 2.2
includes coordinating committee tasks and technical team tasks. Technical teams for each
of the management and monitoring systems used the same outline of tasks to develop their
work plans, ensuring that there would be greater coordination among the final products--
the work plans for each of the systems.



Figure 2.2
ISTEA Management Systems Work Plan Development Tasks

Work Plan Development Tasks Feb | Mar | Apr | May | June| Juty | Aug | Sep

Technical Coordinating Committee Tasks

1 Project Oversight and Management
a. impiement the Organizational Approach
b. Allocate Resources
c. Monitor and Document Progress

2 Reconnaissance of Internal and External Eiements
a. Federal requirements
b. existing internal data systems
¢. other states/MPOs

3 Develop Overail Work Plan Deveiopment Scope and Schedule

4 Coordinate Public Participation

5 Coordinate Overall Management Systems Technical Architecture
a. Deveiop coordinated reference systems:

Technical Team Tasks

1 Technical Team Management and Coordination
Identify and recruit technical team participants
Deveiop team decision-making process

Develop coordination mechanisms

identity and commit participant resources
Develop detailed team work scope and schedule
Monitor progress and document

~saoow

2 System Coverage Areas/Facilities Identification
a. Ildentify geographical coverage area
b. Identify included facilities
c. ldentify reference system

3 Performance Evaluation System Design

a. Identify alternative performance measures
Evaluate data availability
Evaluate alternative performance measures
Select recommended performance measures
Develop performance measure standards

caono

4 Data Collection and System Monitoring Program Design
Identify data requirements/needs

Evuate current data collection processes/procedures
Evaluate available/alternative data coliection procedures
Develop/revise data collection processes/procedures
Evaluate data collection program resource requirements
Develop impiementation plan

. Develop operation plan

@~ ao0ow

5 Data Management and Anaiysis Systems Design
Identify alternatuve systems and processes
Develop measures of effectiveness

Evaluate alternative systems and processes
Select recommended systems and processes
Develop implementation pian

Develop operation plan

~®oa0n0oco
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2.3 How do I organize my IMS team?

As many as possible of the state's transportation and related agencies should be
represented on committees, task forces, or teams working toward development of the
IMS. In Massachusetts, the six management systems and one traffic monitoring system
are overseen by a steering committee composed of senior managers. There is a technical
coordinating committee which is composed of the technical team leaders for each of the
seven teams, and each management system has a technical team composed of a team
leader and representatives from a wide variety of agencies.

2.4 What are the typical agencies included in the IMS planning process?

The Interim Final Rule notes (p. 63447) that "the mechanism for carrying out the
cooperative process is to be determined jointly by the cooperating agencies."

A valuable resource for those who are organizing committees, task forces and teams
including transportation-related agencies is published by the American Association of
State and Highway Transportation Officials (AASHTO): Organization Charts of State
Highway and Transportation Departments, 1990 (prepared by AASHTO's Administrative
Subcommittee on Personnel and Human Resources).

In Massachusetts, the IMS is being designed for statewide use and the state is
responsible for IMS development and coordination. MPOs or regional planning agencies
(RPAs) are involved in the process on committees and teams described below. In larger
states, certain MPOs might plan their own IMS (e.g.,-Birmingham, AL). This guidebook
can be used by states or MPOs. MPO planners in other states can find much to use since
Massachusetts is small with a few large MPOs (e.g., Boston, Springfield, and Worcester).

In Massachusetts there is a steering committee of senior management personnel, a
technical coordinating committee where management and monitoring system team leaders
get together, and the individual technical teams for each MS. The IMS team currently has
representatives from the following MPO, state, and federal agencies (listed alphabetically):

Massachusetts Bureau of Transportation Planning and Development

Central Transportation Planning Staff/Boston Metropolitan Planning Organization
Massachusetts Executive Office of Transportation and Construction
Massachusetts Aeronautics Commission

Massachusetts Association of Regional Planning Agencies (and individual RPAs)
Massachusetts Bay Transportation Authority

Massachusetts Highway Department

Massachusetts Port Authority (Massport)

Metropolitan Area Planning Council

New England Transportation Initiative/EOTC

U.S. Federal Highway Administration

U.S. Federal Transit Administration
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Other agencies not now on the team but with which the team coordinates or will
coordinate for data and advice include:

Massachusetts Coastal Zone Management Office

Massachusetts Department of Public Utilities

Massachusetts Department of Revenue (re: motor carrier fuel tax database)
Massachusetts Executive Office of Economic Affairs

Massachusetts Executive Office of Environmental Affairs

Massachusetts Office of International Trade

Massachusetts Registry of Motor Vehicles

Massachusetts Turnpike Authority

2.5 What do I provide to my IMS team--what instructional/explanatory materials?
As an example of some of the things that might be provided to the team, please see

below the list of materials used in Massachusetts (Table 2.1) and the List of References
which highlights materials used in other states for IMS planning and development.
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Table 2.1
Master List of Materials ("Handouts")
Provided to Masschusetts IMS Technical Team Members
January-February 1994

Bibliography:

"Intermodal Freight Planning Sources/Data/Contacts." Prepared by the Massachusetts
IMS Technical Team leader, this is a bibliography of reports, directories and journal
articles and a compilation of notes on contacts internally (Massachusetts agencies) and
externally (consultants, other MPOs/states, and other groups), January 1994. The first 6
pages of this 50+-page online document were handed out to IMS team members as an
example of what was available upon request.

Classification of modes:
"Modes for I.M.S. Purposes," January 1994. A one-page spreadsheet showing a
taxonomy of passenger and freight modes for intermodal planning purposes.

Data description form(s):
Forms designed to record characteristics, location, and contact information for
intermodal-management-system-related databases. 1 page.

Definitions:

Definitions were not discussed at the full team level but rather were "floated" among a
subgroup of the IMS team. It was decided that too much time would be wasted trying to
come to agreement on various definitions.- The definitions, which were written by the
team leader, are included on an earlier page for potential use by other states and MPOs.

Federal Register instructions:

"Management and Monitoring Systems Regulations; Subpart G--Intermodal
Transportation Facilities and Systems Management System." A 14-page synthesis
(prepared by Roland Hebert) of the intermodal-relevant parts of the December 1, 1993
Federal Register Interim Final Report article (pp. 63442-63485). See also "Tasks . . ."
below.

Freight Advisory Council:

"Freight Advisory Council” organizing memo (internal to state agencies), a "Freight
Advisory Council Sample Letter" (that would be sent to potential members of the Council,
inviting them to participate and attend the first meeting), and a listing of "Freight Advisory
Council Contacts" (a spreadsheet providing contact names, company affiliations,
addresses, and phone numbers for potential members of a Freight Advisory Council).
Also, on the general subject of public involvement in the management system planning
process, a page from the January 1994 issue of the trade journal, Planning, was provided
to the team; it listed an office at FHWA which had a publication available on the subject.
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Table 2.1--Continued

Highway traffic count/vehicle classification information

Several handouts provided information on what was already available through the
HPMS data offices of the Masschusetts Highway Department and through "special
counts" that had been taken for particular projects within the past three years. It is
imperative that the IMS team recycle past data and think creatively about what has already
been done. Hiding in the file drawers of many agencies are intermodal data which simply
haven't yet been thought of that way--like a coat hanger used to open your locked car
door after you left the keys in the ignition. You could hang a coat on it, but that's not
really what you need it for right now!

Inventory of intermodal facilities:

A final working list of "Massachusetts Intermodal Facilities" was provided to the team
with two corridor maps (one for freight and one for interregional passengers). See also
"Maps . . ." below.

Issues:

A two-page list of "Potential Data-Defining Intermodal Management System Issues"
(e.g., potential Massachusetts doublestack rail clearance project, airport dominance issues,
and so on). Also handed out: A one-page "Issue-Based Data" flowchart highlighting the
objective of the IMS: "planning and designing the freight component of an IMS means
defining issues, anticipating challenges and potential strategic decisions because one
doesn't need every snippet of data--just issue-based data."). Also handed out were several
trade journal articles on "hot" issues.

Organizational instructions:

"Introduction to ISTEA Management Systems.”" Boston, MA: Executive Office of
Transportation and Construction, January 26, 1994. A 17-page introduction and
organizational instructions for the technical teams of all six management systems and the
traffic monitoring system for highways, handed out at a technical coordinating committee
meeting to all team leaders. Included was a one-page chart, "ISTEA Management
Systems," showing "Work Plan Development Tasks" subdivided into two categories,
"Technical Coordinating Committee Tasks" and "Technical Team Tasks."

Other management system information:

The IMS team leader attended meetings of two other management system teams--the
Traffic Monitoring System for Highways (TMS/H) and the Congestion Management
System. Also, the IMS team leader was included in all meetings of the technical
coordinating committee, composed of the team leaders from all management/monitoring
systems and others who could add expertise in various fields (e.g., data processing).
Handouts and information from those sources were provided to the IMS team. See
"Organizational Instructions" above.
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Table 2.1--Continued

Other states' and MPOs' IMS activities:

A 19-page listing of "Other States' and Other MPOs' Experience with IMS Planning"
(state-by-state index to citations showing studies, reports and other materials dealing with
how other MPOs and other states are planning their IMSs and developing their IMS work
plans). For example, "Traffic Monitoring System/Highways: Proposed Conceptual
Structure”" was a TMS/H flowchart showing output from various databases flowing first
through the "TMS/H Database," then through the "GIS/Roadway Inventory,” and then
being distributed to the various ISTEA-mandated management systems and other
destinations.

Maps:

A one-page "IMS Sketch Map" showing proposed corridors in Massachusetts for IMS
team discussion, February 1994. Later maps, following discussion, were produced to
show shaded bands where intermodal corridors were located. The Massachusetts IMS
team decided to show intermodal freight corridors on a separate map from a map with
interregional intermodal passenger corridors. GIS-based maps were also developed to
show where Highway Performance Monitoring System (HPMS) commercial vehicle
(C.V.) average daily traffic (ADT) readings for the three most recent years were highest.

Performance measures:

Six pages of performance measure tables from the following were included in the IMS
team's "February Progress Report": Ashar, A. "Performance Indicators for Intermodal
Freight Terminals." Unpublished manuscript. Arslington, VA: National Ports and
Waterways Institute, August 1993. A chart of potential performance measures for
Massachusetts IMS team discussion was also distributed.

Progress reports/minutes of meetings:

Monthly progress reports, periodic status reports on certain tasks, and minutes of
meetings where it was particularly important to have a written record of team members'
discussion (e.g., when the final corridor and intermodal facility lists were discussed) were
prepared and distributed to the team.

Research:

Between IMS team meetings, several members performed research to develop data on
certain transportation modes. The IMS team leader provided data on the trucking
industry in Massachusetts in two manuscripts:

"Major For-Hire Trucking Clusters in Eastern Massachusetts," February 1994. A
map and two pages of text to provide detail for the trucking subheading within the
"Major Massachusetts Intermodal Facilities" list.
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Table 2.1--Continued

"High Trucking Activity Towns in Massachusetts: Results of a Preliminary
Analysis," March 1994. A 13-page manuscript including tables of trucking-related
data for Boston-region MPO towns and a location map of towns deemed to have
high trucking activity based on Massachusetts Business Directory listings of
headquarters and terminals of for-hire trucking companies of all types (general
freight, liquid and dry bulk, etc.).

Resources needed to develop the work plan:

A memorandum was submitted listing budgetary, personpower, and equipment needs
anticipated to develop the IMS work plan. However, since most data are in the private
sector and since the Freight Advisory Council hadn't yet been implemented, costs had to
be estimated very roughly.

Tasks for the technical team:

"Intermodal Management System Technical Team Tasks," a 13-page highlighting of
issues and questions the IMS technical team should address; reference is made to sections
of the Interim Final Rule in the December 1, 1993, Federal Register (pp. 63442-63485).
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2.6 What are the coordination challenges with other management systems
and MS teams?

Ultimately the six management systems will form one integrated system. Therefore,
each of the individual systems and their representatives need to be aware of developments
in the other MSs. The IMS particularly needs coordination with other MSs because it is
the newest and because intermodalism means "between ways" of transportation.

Certain of the MSs are asset, equipment, or facility management systems. These
include the Pavement Management System (PMS), the Bridge Management System
(BMS), and the Public Transportation Facilities Management System (PTMS). The other
three management systems are performance management systems. These include the
IMS, the Safety Management System (SMS), and the Congestion Management System
(CMS).

Coordination between development of the CMS and IMS is perhaps more important
than any other inter-management-system coordination, and would be even if it weren't
required by the Interim Final Rule (p. 63464). "Section 500.505(g) requires coordination
of development, establishment, and implementation of the CMS with that of the PTMS
and IMS." It is up to the IMS team to "determine the coverage and applicability of...these
three systems with regard to system performance." FHWA and FTA "intend that the
cooperating agencies determine what aspects of people and goods movement will be
covered by each of these systems."

“Several commenters noted that the IMS addresses two diverse issues, freight and
people movement. The States have the flexibility of structuring the IMS to address the
intermodal transportation issues of freight and people movement separately. The states
may decide to include intermodal people movements within the CMS" (p. 63468).
Massachusetts had included all freight and inferregional passenger movements in the IMS;
transit transfers and other intraregional intermodal passenger movements are in the CMS.

An additional important distinction can be made among the SMS, CMS, and IMS--the
IMS is the one performance management system with a dearth of freight intermodal
databases in the public domain. Because much of freight intermodal transportation is in
the private sector, the important databases are there. The IMS doesn't have the "leg up"
that the other MSs have--online data in the public domain.

Because most IMS freight data are in the private domain, it is particularly important for
the IMS to develop a strong outreach and private sector involvement component.
Typically this takes the form of a Freight Advisory Council or group that includes
representatives from the private sector (transportation companies, associations, and
organizations of all kinds and from all modes) meeting on issues of mutual concern and
sharing data that can be used for the common purpose--better planning of transportation
facilities and the interfaces among them.
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2.7 How do I organize and implement a Freight Advisory Council to get the private
sector transportation companies involved?

The December 1, 1993, Interim Final Rule points out how important involvement with
the private sector is for intermodal management system development: "The IMS system
should include all facilities, both public and private, necessary to establish an efficient
intermodal transportation system. An effective IMS must consider private sector
issues. Many capital decisions affecting transportation facilities and systems are made by
the private sector. Government policies and programs can also have a powerful impact on
private sector operations and decisionmaking" (p. 63468).

The Interim Final Rule discusses "public involvement" (p. 63449) primarily with
passenger, not freight, transportation in mind. For example: "The intent was that the
public be informed of the assumptions (e.g., performance measures) and procedures
underlying the systems and have the opportunity for involvement in the implementation
of the results of the systems." Little is mentioned of the private sector company
involvement that is so critical to the development of the freight component of the IMS.

IMS team leaders should prepare a list of freight-related associations, organizations,
agencies, and individuals. After senior management review of that list, a letter of
invitation can be drafted. The FAC is an issue- and data-gathering resource group with a
workable number of members. The council should be a one-stop-shopping opportunity
for private sector representatives. They will be kept informed about and will have input
into such projects as the IMS, the revised state rail plan, the state aviation plan, regional
plans, and the statewide transportation plan: Issues of mutual concern can be discussed,
data sharing mechanisms can be initiated, and solutions can be planned.

The reader is referred to IMS planning activities in other states and MPOs which have
Freight Advisory Councils or similar private sector involvement groups implemented
already. These include the San Francisco Bay Area's Metropolitan Transportation
Commission, which has received valuable issue input from the private sector members of
its Freight Advisory Council. Other councils are operating in Ohio (see "Access Ohio" in
the List of References), Portland, Oregon, and the Twin Cities (Minneapolis and St. Paul,
MN), to mention just a few.
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3. ANSWERS TO STATE AND MPO QUESTIONS
ABOUT IMS DATA AND DATA ANALYSIS ISSUES

3.1 How will emphasis on "issue-based data' narrow my data search?

The world is too complex to understand without some simplification. When
transportation professionals use models and theories to try to understand transportation
interrelationships, they make assumptions to simplify complex reality for a time. In
everyday life we set priorities to get things done in the time allowed.

Especially because freight intermodal and interregional passenger data are primarily in
the private sector, some narrowing of our data needs is necessary. We would never have
the time, personpower, or budget available to acquire or collect all the data a perfect IMS
would need. We need some device to prioritize what can be obtained.

Each state or MPO has’its own important transportation issues--"hot button" projects,
bottlenecks that need fixing, consultant reports underway. Although we need to plan to
be flexible, the concept of collecting issue-based data for the IMS is a useful one not only
to narrow down the search but also as a frame of reference of how the data will ultimately
be used to provide a foundation for strategic decisions. (See Fig. 3.1.)

The IMS should represent the intermodal issues that are important. An inland state
without water transportation will not need to collect waterborne commerce data. A state
with expansion at certain airports may concentrate only on air freight data for certain
airports. A region with a military base that will be converted to a transportation purpose
will need intermodal data for that development. And a state where doublestack rail issues
are "hot" may prioritize its data search within certain corridors for truck and rail flow data.

The device of highlighting issue-based data is not new or revolutionary, but it is useful.
An IMS team that says it wants to collect anything and everything without thinking how
the data will ultimately be used--or indeed if the data will ever be needed and used--is an
inundated, lost IMS team. The team must decide on what are regionally important issues
and highest priority data needs. Only by prioritizing the data search within certain issue
areas can an efficient data search process be maintained.

Avoiding the issue-based data approach could mean that issues are defined by the
choice of data rather than vice versa--and that some issues are eliminated summarily
because of data choices and not because of their regional importance.

The IFR encourages issue identification: "States and local agencies are strongly
encouraged to identify their intermodal transportation issues and determine the type and

level of data that are necessary to address these issues as part of their IMS" (p. 63467).

The IMS team must identify the intermodal issues before defining its data needs!
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For example, incident management on the highways is an important issue which
involves many management systems and requires the collection of particular types of data.
Potentially all six management systems and the traffic monitoring system could be affected
by car-truck/truck-car incident management planning. The SMS and CMS are most
directly affected, and the TMS/H monitors highway traffic of which incidents are a part.
Indirectly there is an effect which is important to consider in the PMS (involvement of
pavement factors in the incident; pavement damage as a cause or result) and perhaps the
BMS, depending on the location of the incident (if it is on or near a bridge). There may be
overflow onto public transit facilities because of certain highway incidents, so the PTMS
could be affected. Even the IMS is involved or could potentially be invoived. If truck/rail
intermodal flows were increased, that might remove some truck traffic from the highways,
reducing the exposure to possible future incidents. Knowing that incident management
planning is an important issue suggests a data need--for incident-level truck flow data by
commodity, vehicle type, and other categories.

However, knowing what data are needed doesn't mean data are available or even
obtainable. Certainly no GIS-based truck flow database exists in MPO-level form. The
1993 Commodity Flow Study being carried out by the U.S. Bureau of the Census will not
be available until 1995 and will be used for national analyses. There are 89 regions
(National Transportation Analysis Regions [NTARs]) within which the origin/destination
data are aggregated. That will not provide reliable truck flow data for many small states
or at the MPO level.

The Interim Final Rule states that "the FHWA and the FTA believe that much of the
data is currently available although it may need to be compiled in a format more useful to
the management systems" [p. 63446]. That may be true for the PMS and BMS, for
example, but "currently available" doesn't accurately describe data availability for the IMS.
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Figure 3.1
Issue-Based Data Needs

Planning and designing the freight component of an intermodal management system means
defining issues and anticipating challenges and potential strategic decisions--because we
don't need every snippet of data--just issue-based data.
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Fig. 3.1--Continued

Issues of Importance in Massachusetts Intermodal Planning
{Issues that Set Data Needs Boundaries; Issues that Suggest Strategies/Strategic Decisions)

Physical Limitations

Structural vertical clearance for doublestacking
Ease of access to intermodal facilities

Bridge weight restrictions, availability of access
roads for truck drayage (truck/rail, truck/port)

Transferability and Coordination

Movement interference between modes at
highway-railroad & highway-waterway crossings
Congestion and delays 